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Abstract
Drawing on the discursive and translative perspectives, we examine the discourse
produced by an elite group of corporate executives to legitimate TQM (total quality
management) at the national level in Turkey. The findings indicate that the legitimat-
ing agencies largely used ethos justifications exploiting the macro-cultural discourses
prevalent in the Turkish context. As such, they reconstructed TQM as a blueprint
embracing solutions to the problems at societal, organizational, and individual levels.
Based on the findings, we propose that reconstruction of imported practices in recip-
ient contexts is more likely to involve ethos justification when compared to the con-
struction of the original rhetoric because of the nature of cross-national translation.
The strategy of ethos justification is even more likely when legitimating actors also
strive to legitimate themselves as a social group, and/or to promote the practice to the
public. Furthermore, the recipient discourse will be less coherent if legitimating
actors have less formal authority and loose structure, and the target audiences have
diverse values and expectations. We suggest that, under these circumstances, the
reconstruction of the imported practices is more likely to produce fashions than insti-
tutions, a limited diffusion of the practice in contrast to the intentions of legitimating
actors.
Keywords: cross-national reconstruction of managerial practices, new institutional
theory, TQM, legitimation, translation, discourse, rhetoric
The recent increase in the cross-national transfer of managerial practices has
raised the issue of the reconstruction of managerial practices at the cross-
national level (Alvarez 1998; Sahlin-Andersson and Engwall 2002). Studies
with institutionalist flavor mainly emphasize the effects of country-specific
institutional factors on the diffusion of the transferred practices (Aguilera
and Cuervo-Cazurra 2004; Casper and Hancke 1999; Cole 1989; Gooderham
et al. 1999; Guillén 1994; Guler et al. 2002). As such, they largely concen-
trate on the diffusion process rather than the reconstruction process (Sturdy
2004). On the other hand, translative studies yield a more insightful per-
spective describing how managerial practices are ‘translated’ in the recipient
contexts (Czarniawska and Joerges 1996; Frenkel 2005; Morris and
Lancaster 2006). However, they do not provide specific propositions to
explain the contingencies of cross-national reconstruction process. Finally,
discursive studies explain the constitution of managerial discourses by tak-


















not specifically consider the reconstruction of discourses traveling across
nations (Abrahamson and Fairchild 1999; Green 2004; Heracleous and
Barrett 2001; Phillips et al. 2004).
In this study, we examine the reconstruction of TQM (total quality management)
at the national level in Turkey with the aim of elaborating the issue of cross-
national reconstruction of managerial practices. We suggest that, when used
together, the discursive and translative perspectives offer a good starting point for
the analysis of the reconstruction of imported managerial practices in the recipient
context. However, they should be further improved to account for the factors con-
stituting the discourse of the transferred practice in the recipient context, such as
the characterictics of legitimating actors, the macro-cultural discourses prevailing
in the recipient context, and the discourse of the imported practice itself. We par-
ticularly aim at developing propositions that concern the influences of these factors
by using the instrumental case study approach (Stake 2000). In studying the case,
we specifically analyze the texts produced by the actors to legitimate TQM at the
national level in Turkey.
We begin by constructing a conceptual framework articulating the insights
from discursive and translative perspectives. Next, we examine the case by
focusing on the rhetorical themes and strategies that were employed by legiti-
mating actors in constituting the TQM discourse in Turkey. Then, we compare
the Turkish TQM discourse with the US discourse to illustrate how and to what
extent the recipient discourse differed from the source discourse. Drawing on the
implications of the case, we also suggest some propositions that can contribute to
the understanding of cross-national reconstruction process. We conclude by
proposing outlets for future research.
Cross-national Reconstruction of Managerial Practices
Drawing particularly on Czarniawska and Joerges (1996) and Phillips et al.
(2004), we develop a conceptual framework, depicted in Figure 1, in order to
explain how a managerial practice imported from a source country is recon-
structed in the recipient context. In the framework, we suggest that a transferred
management practice is reconstructed through a process in which competing or
collaborating agents attempt to translate the practice (source discourse) by pro-
ducing texts (recipient rhetoric) on which the legitimacy and authority structure
of actors, the rhetoric inherent in the source discourse, and the macro-cultural
discourses within the recipient context are influential. The recipient rhetoric,
then, embeds in the recipient discourse that constitutes the reconstructed practice
as either a fashion or an institution in the recipient context. The reconstructed
practice might become a source discourse as it is transferred to a recipient coun-
try. Here, the term text refers to any kind of symbolic expression that may be in
various forms such as writtens texts, spoken words, pictures, symbols, artifacts,
and so on (Phillips et al. 2004). Rhetoric is defined as a type of spoken or writ-
ten text used to persuade audiences by justifying a managerial practice (Green
2004). Finally, discourse refers to ‘a system of statements which constructs an
object’ (Phillips et al. 2004: 636), here a managerial practice.
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The source country in the framework represents the country from which a
recipient country transfers a managerial practice, which may have been
invented in the source country or transferred from another source country. In its
source country, a managerial practice, whether it is a fashion or an institution
(for difference, see Zeitz et al. 1999), is ‘theorized’ by both fashion setters and
practitioners through a range of rhetorical texts that constitute the discourse of
that practice (Abrahamson 1996; Abrahamson and Fairchild 1999; Greenwood
et al. 2002; Strang and Meyer 1994). TQM, for instance, was first objectified
by such publications as Deming (1986), Juran (1989), and Ishikawa (1985)
inspired by Japanese quality practices. In its initial theorization, TQM was
largely legitimated by rationalist and nationalist justifications stressing that it
would lead to efficiency gains by improving organizational systems and
processes, and therefore it would help the US overcome its ‘productivity crisis’
(Abrahamson 1997; Barley and Kunda 1992). However, diffusion of TQM
among organizations in the US was accompanied by an emergent normative
rhetoric involving employee involvement and empowerment (Abrahamson
1997; Barley and Kunda 1992; Hackman and Wageman 1995; Zbaracki 1998).
Thus, a managerial practice such as TQM is transferred to another context as ‘a
source discourse’ with its inherent rhetoric to be translated by agents in the
recipient context (Czarniawska and Joerges 1996). By the term ‘source’ dis-
course, we do not mean that a managerial practice necessarily has an ‘ideal’,
‘true’ or ‘original’ discourse that should be kept in cross-national translation.
The recipient discourse of a practice may well differ from the source discourse
since the transferred practice is largely reconstructed according to the contin-
gencies in the recipient context, and therefore this never implies that the recip-
ient discourse is a ‘distorted’ version of the ‘correct’ source discourse.
The transfer of managerial practices may be triggered by changes in eco-
nomic, social, and political realms (Abrahamson 1996; Greenwood et al.
2002; Greenwood and Hinings 1996), and/or by internal contradictions in the
recipient context (Seo and Creed 2002). These contextual factors may also
lead to the emergence of new actors who are usually dissatisfied with the































existing institutional order (Greenwood et al. 2002; Seo and Creed 2002).
These actors, called ‘institutional entrepreneurs’ (DiMaggio 1988), may
attempt to exploit the imported practice in order to change the existing insti-
tutions, and thereby to realize their interests (Greenwood and Hinings 1996:
1036). Hence, they play a crucial role in delegitimizing (Greenwood et al.
2002) the existing institutions by specifying ‘the organizational problem’ (for
instance, performance gap), and justifying the imported practice as ‘the solu-
tion’ (Abrahamson and Fairchild 1999). As such, these actors generate texts
translating and re-embedding (Czarniawska and Joerges 1996) the imported
practice in the recipient context by producing recipient rhetoric (Phillips et al.
2004). In this way, they attempt to legitimate the imported practice as well as
themselves as a social group.
The recipient rhetoric produces pragmatic and moral legitimacy (Suchman
1995) for the imported practice. Green (2004) relates pragmatic and moral legit-
imacy with Aristotle’s three classical forms of rhetorical justifications: pathos,
logos, and ethos. These are the rhetorical strategies followed by legitimating
agencies (or ‘protagonists’) in order to make their general viewpoints more con-
vincing (Mueller et al. 2004). Pathos rhetoric appeals to the emotions of indi-
viduals (e.g., fear, greed, etc), logos rhetoric to the desire for efficient/effective
action, and ethos rhetoric to socially accepted norms and mores. Green (2004)
suggests that pathos and logos justifications are effective in producing prag-
matic legitimacy that is based on audience self-interest whereas ethos justifica-
tions produce moral legitimacy based on normative approval (Suchman 1995).
In the translation of the imported practice, ethos justifications are frequently
used by the legitimating actors with references to master ideas or ‘macro-
cultural discourses’ which are ‘the broad discourses and associated sets of insti-
tutions that extend beyond the boundaries of any institutional field and are
widely understood and broadly accepted in a society’ (Lawrence and Phillips
2004: 691). The power of macro-cultural discourses resides in their taken-for-
granted explanatory power and obviousness (Czarniawska and Joerges 1996:
37). For example, Frenkel (2005) found that the scientific management and
human resources models imported from the US to the Israeli context were rein-
terpreted by various actors such as the Israeli state, private employers, and a
labor union within the framework of the macro-cultural discourses prevalent in
the Israeli context such as nationalism and state building.
The translated texts, however, do not always smoothly embed in a recipient dis-
course (Phillips et al. 2004). It is more likely for a recipient rhetoric to embed in
a recipient discourse if it is produced by powerful actors, conforms to appropriate
genres, and/or draws on other texts (p. 643). The recipient discourse, on the other
hand, is more likely to produce an institution if it is coherent and supported by
broader discourses, and is not highly contested by competing discourses (p. 645).
Thus, this means that the reconstruction process of the imported practice may pro-
duce either an institution, or a fashion, or a total failure.
Although this framework presents us a general outline of reconstruction
process, it does not explain how the characterictics of legitimating actors, the
context, and the imported practice interrelatedly shape the recipient rhetoric. It
fails to specify under which conditions the rhetorical strategies of ethos, logos,
828 Organization Studies 28(06)
and pathos are more likely to be used in the recipient context, and what the
implications of different strategies would be in terms of the constitution of
recipient discourse. For instance, it does not enable us to understand the extent
to which the legitimacy and authority structure of legitimating actors influence
their rhetorical strategies. It also does not consider which rhetorical strategies
are more likely to reconstruct the imported practice as an institution or a fash-
ion. The case of TQM reconstruction in Turkey is expected to provide insights
to elaborate on these issues.
TQM in the Turkish Context, and Legitimating Actors
TQM became a widespread managerial practice (or ‘fad’) in many countries
during the 1980s and 1990s (Carson et al. 2000). It was originally developed in
Japanese companies as ‘total quality control’ with the help of US experts after
World War II. However, it did not gain wide recognition until it was transferred
to the US, and was reconstructed there mainly by Deming (1986), Juran (1989),
and Ishikawa (1985). During this process its name evolved into ‘total quality
management’ (Xu 1999).
In Turkey, widespread diffusion of TQM took place during the 1990s after the
formation of an institutional environment promoting adoption of TQM at the
national level. The Turkish Industrialists’ and Businessmen’s Association
(TUSIAD), representing large entrepreneurs at the center of the Turkish business
environment since the early 1970s, initiated the quality movement at the begin-
ning of the 1990s. TUSIAD mobilized top executives of the biggest business
groups to establish a quality advocacy NGO, KALDER (‘quality organization’)
with the aim of diffusing the quality philosophy among organizations and the
public in general. Since then, KALDER members, who are largely corporate
managers and professionals, have worked in close coordination with TUSIAD in
promoting the adoption of TQM through various mechanisms such as training
programs, publications, congresses, and quality prizes.
TUSIAD and KALDER have emerged as legitimating agencies from the con-
text where state–business relationships have changed in response to the macro-
economic changes (i.e. liberalization) experienced since the early 1980s. The big
business groups around TUSIAD had generally been created by the state during
the early phase of the industrialization process (Buğra 1994). Due to their depen-
dence on the state, and uncertainties in the political and economic spheres that have
constituted an impediment to the development of a self-confident bourgeoisie, the
big entrepreneurs have had a fragile social legitimacy (Buğra 1994). In her study
on the discourse of the big entrepreneurs, Buğra (1994) found that they have invari-
ably accentuated state support as the main source of their fortune without placing
much emphasis on their entrepreneurship. Accordingly, they have produced a legit-
imating discourse presenting themselves as servants of the nation, receiving
resources from the state, and converting them to productive investments. Their
legitimating discourse has always involved loyalty to the state, and their contribu-
tions to the modernization goal set by the founder of the Turkish Republic, Mustafa
Kemal Atatürk, ‘to reach the level of modern civilization’ (Heper 1985).
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This discourse of the TUSIAD circle has in fact been embedded in the
macro-cultural discourses in Turkey, which has largely been manifested within
the Kemalist ideology. This ideology on which the Turkish Republic was built
has become such a dominant ‘institution’ in social and political life that vari-
ous social groups and actors have attempted to acquire and enhance their social
and political legitimacy by demonstrating their conformity to it (Heper 1985).
The ideology has six main principles: republicanism, secularism, nationalism,
populism, étatism, and reformism. Shaped by these principles, the Turkish
business environment has been characterized by the state-dependent business
system (Gökşen and Üsdiken 2001) constituted within the statist-society polity
(Jepperson and Meyer 1991). In this polity, there has been a patrimonial state
tradition that has given primacy to the collectivity and ‘the general public
interest’ (i.e. the state and state-formulated goals), but not to ‘individual or spe-
cific social groups’ (Özen 1993: 26–27). Here, economic development has
always been one of the unquestionable aims of the Turkish Republic, and
therefore, not an area of struggle but ‘a national endeavor, a common goal
which it would be unpatriotic to question’ (Eralp 1990: 253). On the other
hand, nationalism involves ‘state-building nationalism’ (Hechter 2000) which
is based on Turkish identity and culture, transforming the multicultural society
inherited from the Ottoman Empire to a culturally homogeneous one. Thus,
‘congruence with the Turkish culture and identity’ has been frequently invoked
as a (de)legitimating strategy in the Turkish polity.
Due to the protectionist policies and clientelist relations between big business
and the state elites, TUSIAD gradually became a powerful interest association
reflecting and effectively legitimating the interests of big businesses during
the 1970s (Gülfidan 1993). In addition to this, backed by the liberalization poli-
cies followed in Turkey since the early 1980s, it has also ascribed to itself a
change agent role that would contribute to both economic and political liberal-
ization of the country in line with its demand for full membership of the
European Union: through this role, it has aimed at transforming the state and
society in line with the European model, and thereby improving its own politi-
cal power and legitimacy (Buğra 1998; Gülfidan 1993). Thus, TUSIAD has
evolved from a mere legitimacy-seeking, identity association to a change agent.
Throughout this process, its discourse has been articulated with the neo-liberal
and global competition discourses (Ehrensal 1995) while keeping its national
developmentalist tone.
It is as a part of this ‘institutional project’ that TUSIAD initiated the quality
movement at the national level. Through this sub-project, TUSIAD mobilized
corporate executives and led them to establish KALDER. In fact, there has
always been a trust problem between professional managers and shareholder
families in Turkish companies, sometimes characterized as a ‘love–hate’ rela-
tionship (Buğra 1994). The big business groups in Turkey have been centrally
controlled by the owning families, leaving little room for discretion to profes-
sional managers: they have usually played a stewardship role in the big holding
companies (Buğra 1994; Gökşen and Üsdiken 2001). Hence, Turkish profes-
sional managers have not gained a social group identity independent of their
bosses (Buğra 1994). However, the liberalization policies that have somehow
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increased domestic competition in terms of quality, variety, and productivity
seem to have provided professionals with an opportunity to enhance their legit-
imacy, and build a group identity.
Professionals, as ‘emerging actors’ (Greenwood et al. 2002; Seo and Creed
2002), have been keen to capitalize on this opportunity. By 1998 about 22,000
people had attended training programs covering a wide range of topics from
particular quality control techniques to total quality philosophy (KALDER
1998). The same year KALDER launched an extensive project entitled ‘National
Quality Movement’ in order to diffuse TQM throughout the country. KALDER
also publishes a monthly periodical, Önce Kalite (‘quality first’), where the
experiences of various TQM-adopting companies are reported. In addition, the
organization has hosted national quality congresses, and has awarded quality
prizes in collaboration with TUSIAD since 1993.
Recipient Rhetoric and Discourse
Sample and Method
In this section, we study the KALDER circle’s literature by the text analysis
method (Silverman 2000) in order to ascertain its rhetorical themes and strate-
gies. In data collection, we first identified the corpus of texts, and then selected
the units of analysis of the texts (Ryan and Bernard 2000: 780). Since we were
interested in how the actors legitimated TQM to the public at the national level,
we identified, as the corpus, those texts on TQM produced by key figures in the
‘quality movement’ between 1994 and 1998 which were openly accessible to
the public and other interested parties. The first author collected and selected
the documents consistent with the above criteria. The corpus of the texts thus
consisted of: interviews with key figures of the quality movement that were
published in the journal Önce Kalite or in the national press; speeches by key
figures at Turkish national quality congresses; a book on TQM published by one
of the pioneers of the quality movement in Turkey, I
.
brahim Kavrakoğlu; a hand-
out on TQM used in KALDER’s training seminars provided to the public; and
the TQM introductory page on KALDER’s website (www.kalder.org.tr). The
individuals whose texts were selected were pioneering members of the quality
movement, top executives of award-winning (EFQM and TUSIAD/KALDER
prizes) holding companies, and members or higher officers of KALDER.
Hence, this sample represents how KALDER with its top volunteers legitimated
TQM at the national level. (For a list of key figures and the documents used in
the study, see Appendix.)
In order to select the unit of analysis of the texts, the two authors indepen-
dently read the collected documents to highlight all ‘text segments’ (Greenwood
et al. 2002) in which the speaker or author presented, described, or referred to
TQM to persuade the audience to adopt it. We also paid attention to the selection
of those texts that constituted a whole in itself, i.e. ‘thematic units’ not overlap-
ping with other units of analysis of texts (Ryan and Bernard 2000: 780). Thus,
we selected sentences, paragraphs, and sometimes, a complete block of para-
graphs as the text segments. Then we compared the segments selected, and tried
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to convince each other that the selected segment satisfied the selection criteria
above. The segments on which the authors failed to agree were dropped. The
resultant agreement rate between the authors was found to be acceptable, 85.2%
(Miles and Huberman 1984), and the final sample consisted of 25 text segments,
listed in Table 1.
In order to discover the rhetorical themes and strategies, both authors and a
senior doctoral student in management and organization theory who was famil-
iar with rhetorical theory independently coded the selected text segments. The
rhetorical theme refers to the main argument emphasized by a text segment to
justify TQM adoption. The rhetorical strategy, on the other hand, refers to the
forms of persuasive appeals that the main argument is intended to produce. We
first coded the rhetorical themes by using an ‘inductive coding’ method (Ryan
and Bernard 2000: 781). With some differences in wording, the agreement rate
was 93.3%. We resolved coding differences by discussion and mutual agree-
ment, and reached the themes presented in Table 1.
Then, we independently determined the rhetorical strategies by using the
pathos, logos, and ethos justifications as the coding scheme. As defined by
Green (2004: 659–660), pathos justifications, which build pragmatic legitimacy,
appeal to emotions of individuals (e.g. fear, greed, and so on) and to an audi-
ence’s self-interest. Logos justifications, on the other hand, ‘tend to elicit
methodical calculation of means and ends to achieve efficiency and effective-
ness’ and, like pathos, help build pragmatic legitimacy (p. 659). Finally, ethos
justifications affect moral or ethical sensibilities by appealing to socially
accepted norms and mores. Rather than individual concerns and interests, ethos
appeals focus on social and collective interests that produce moral legitimacy.
In coding, we focused on the latent content of the segments to capture the ‘deep
structure’ or implicit categories of meaning behind the words and sentences
used (Suddaby and Greenwood 2005). In this regard, the themes we coded at
the previous stage helped us determine the intended persuasive appeals since we
noticed that certain themes were associated with certain rhetorical strategies, as
will be detailed in the following section. Furthermore, we also noticed more
than one rhetorical strategy embedded in a text segment in a nested fashion, and
therefore we decided to use more than one category for such segments. The
final agreement rate was 85.3%. The raters then discussed discrepancies and
made the appropriate changes in the coded texts, and reached the rhetorical
strategies reported in Table 1.
Rhetorical Themes and Strategies in Recipient Context
The findings presented in Table 1 show that 15 different themes are stressed in
the text segments, varying from global competition and national development to
efficiency and profitability. Among the themes, national development is the
most stressed theme (10 times); then each of the themes global competition,
Japanese model, reformism, and cultural fit is stressed four times. To a lesser
degree, national pride, and individual growth and peace are emphasized three
times, and modernism and social welfare are stressed twice. Finally, themes
related to ‘rationality’ such as efficiency, profitability, overall effectiveness,
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Table 1. The Rhetorical Strategies and Themes in the Reconstruction of TQM in Turkey
No. Text segments Themes Rhetoric
1 Why TQM? It is just because of competition. The fast growing competition, Global Pathos+Logos
technological developments, communication and transportation systems, spread Competition+
of free-market economic system, lowering protectionism in international trade Efficiency
all have brought a global market. There is now not only domestic but also 
world  competition. The number of companies who want to take their shares
from the world market has been increasing. To survive in this race, to adapt to
competition have forced companies to find new approaches. TQM and 
efficiency programs are the consequences of these searches (Sidi 1994).
2 In the second half of the 20th century, a new era in industry and Global Pathos
commerce began. We can describe the main characteristics of this era Competition
as globalization and destructive competition…. When we examine organizations
that are successful in the new environment, we see that their common 
characteristic is to adopt Total Quality Management philosophy and its  
approach (Kavrakoǧlu 1998:9).
3 National Quality Movement is the result of a requirement. Nations who do not Global Pathos+Ethos
have competitive power in the globalizing world will not be able to survive, and Competition+ 
to become a strong nation in international competition depends on quality National 
practices…The whole country have to understand the importance of these Development
quality practices, and this can be possible by a holistic movement
(Kilitçioǧlu 1998: 12-14)
4 As known, there has been a supply surplus in most of the industrialized Global Pathos+Ethos+
countries… Manufacturers who tried to attract customers competed mercilessly Competition+ Logos
with each other to provide high quality, broad product variety, and service. Japanese 
Within a short period between 1945 and 1975, Japan jumped into the first Model+
league, and entered 1990s as the number one in many sectors. But, as  well Method
known, there is a new method of industrial organizing behind Japan’s
magnificent success, and in the core of this method  there is ‘Total Quality’
approach’ (Kavrakoǧlu 1998:12)
5 We, as a nation, have to accomplish total quality in every field, and we National Pathos+
have no other chance to reach the level of developed countries and Development Ethos
compete with them in the twenty-first century. (Güven 1994)
6 Many things will change in Turkey. First, traditional structures will change. National Pathos+ Ethos+
These changes are still inherent in the goals of the National Quality Movement. Development Logos
We aim at diffusing a new practice nationwide, and when this is achieved, and Reformism+
in fact absolutely achieved, we will see that our nation will change Scientific 
rapidly. … TQM is a scientific practice, and an important accumulation of Practice
experiences has been achieved in this subject in our country. The diffusion of
this accumulation and the changes within many organizations will create 
extremely positive influences (Kilitçioǧlu 1998)
7 ‘Stating that this movement started in the 75th anniversary of the Republic National Ethos
overlap with Atatürk’s vision of modern civilization, Argüden emphasizes Development+
that higher goals have to be targeted in the National Quality Movement. Noting Reformism
the possession of national capacity required for reaching these goals, Argüden
states: ‘The National Quality Movement should be evaluated as the way to
reach the national goal, beyond all individual and organizational interests, for 
the future of Turkey which deserves a high quality of life.’ (Argüden 1998:13)
8 We have to apply Quality Revolution to societal structure to reach and exceed National Ethos
the modern civilization level. The systems we have to understand, improve, and Development+
renovate are societal systems (Gökçe 1997:22) Reformism
9 Turkey is the country that successfully implemented radical National Ethos
changes by adopting Atatürk’s revolutions and reforms. In Development+ 
(continued)
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Table 1.  (continued)
No. Text segments Themes Rhetoric
this change process, it did not only internalize best practices, Reformism
but also constituted itself as world standards and benchmark
for the independence of other poor nations. I am sure that
in the synergy of Modern Total Quality Management we will
find the opportunity of enhancing societal life quality by
approaching systematically our needs and developing
our capacity accordingly (Gökçe 1997: 22)
10 Turkish industry that has been underdeveloped in National  Ethos
quality systems can create a new Japan with its leap in quality. The Development+
only requirement is to learn the components of total quality Japanese 
in the right way, and that management has to accomplish its Model
fundamental responsibility
(Kavrakoǧlu 1998: 69)
11 As known, Japan increased its exports 17 times within the National  Ethos 
period 1967–1987. It is just enough for Turkey that increased its Development+
export 4.2 times between 1980 and 1991 to repeat again its performance Japanese 
in the last decade to equal this unique record. Here is the most important Model
candidate to realize this performance:
TQM (Kavrakoǧlu 1998: 72)
12 I evaluate that TQM is the management mentality of our century National Ethos
that will prove a important tool, to increase our country’s competitive Development+
power, our people’s productivity, and in turn individual happiness. National 
What motivates me most in my life is to be able to make good Pride
things. Therefore, I took this mission because I thought that
the spread of this philosophy would be beneficial
(Argüden 1998)
13 The night BRISA and NETAS were awarded was in fact the night of great National Pride Ethos
honor for Turkey. For us the awards mean a great contribution to Turkish
economy. Because this is not only the achievement of BRISA and NETAS,
but also the achievement of Turkey (Argun 1998)
14 In today’s world, the modern management philosophy, which … has Modernism Ethos+
extensively been known as Total Quality Management, has rapidly diffused Pathos
in manufacturing and service industries. Its implementation fails usually
because of shallow approaches. However, the companies that foresee or
experience competition have inevitably adopted TQM eventually (Güven 1994)
15 As known, Total Quality Management (TQM) is not only a technique related Modernism+ Ethos+
to product and service quality but a modern management  approach of today Technique Logos
(Kavrakoǧlu 1998:9)
16 In Turkish culture, there are collective decision-making mechanisms. For Cultural Ethos
instance, in the past there were ‘divans’. When you look at Turkish culture, Fit+National 
you will see a democratic structure where there is no gender discrimination. Pride
Today, we have been successful in a continuously and orderly manner in the 
implementation TQM in Europe, which we had never achieved in another  
field. … There are excellent examples in Turkey in the application of TQM. 
This is the indication that TQM fits Turkish culture (Argüden 1998)
17 As we go into the details, of TQM, we can see that it involves very simple basic Cultural Fit Ethos
principles. These principles are very coherent with Turkish character. It is
very consistent with the basic characteristics like a Turk’s modesty. One of the
reasons for our European success may be the motto ‘mü?teri velinimetimizdir’
(customers are always right). This motto has been for centuries written on the
wall of local grocery stores; this has become a part of our culture. This is an
(continued)
method, technique, and scientific practice are mentioned only once. These find-
ings indicate that the rhetorical themes stressed in the TQM discourse in Turkey
draw largely on those themes inherent within the macro-cultural discourses
prevalent in the Turkish context, such as the Kemalist ideology and the histori-
cal Turkish sympathy toward Japan (i.e. national development, reformism, cul-
tural fit, national pride, and Japanese model). They also seem to be inspired by
the universal discourses such as global competition, modernism, social welfare,
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Table 1. (continued)
No. Text segments Themes Rhetoric
indicator of mentality in which the customer is above everything. It is clear that
the genuine Turkish culture will support TQM applications (Argun 1997)
18 Total quality and the search for excellence at work should not be limited to Cultural Fit Ethos
companies; it should be furthered beyond companies. We have observed this in the
personal life of our employees. It can be applied to the family life. We observed
that family members participate in the decision-making in family, although our
society is a patriarchal one. We are hearing that our employees start to consult
with their spouse and children. Thus, I believe that TQM is a lifestyle that
can and should be adopted by every sector of society (Piker 1997)
19 According to KAIZEN philosophy, our working life, social life and family life Cultural Fit Ethos
have to be improved continuously. …..In the Islamic philosophy, Mohammed 
the Prophet emphasized the same thing with his hadith ‘those whose subsequent
two days are the same are lost’ (KALDER 1999)
20 ...We have many things to do to increase the quality in society and to National Ethos+Pathos
enhance the order of human relations. We have to be aware of this and have to Development+
take the responsibility. TQM provides this. I mean, it is useful in terms Individual Growth 
of developing democracy. It helps us perceive the problems as our problems’ and Peace
not those of others. What does TQM say to solve these problems? It says ‘work!’
Total Quality is a philosophy where people take responsibility instead of
waiting for solutions from somebody at the top (Argüden 1998)
21 TQM attempts to determine the happiness of the people according to their Individual Ethos+Pathos
position in the work processes and it refers to these people in different positions Growth and 
as stakeholders. The target of TQM is to maximize the happiness of these Peace+Social 
people in balance (Argun 1997) Welfare
22 …TQM is not only necessary for manufacturing and service organizations but Social Welfare Ethos
also for the future of social welfare. Thus, it has to be diffused nationwide
(Argun 1997)
23 When you look at organizations applying TQM, you will see that the employees Individual Pathos
are happy there. Our goal is also to create a workforce proud of working in Growth and 
our organization (Argun 1997) Peace
24 TQM, which is the basic factor in the success of Japanese companies and Japanese  Ethos+Logos
many worldwide corporations, is defined as achieving Model+ 
profitability by satisfying customers and society through continuously Profitability
improving the activities in an organization with the participation
of all employees in the organization…
(www.kalder.org.tr)
25 The Basic Components of TQM: Customer-orientedness... Organizational Logos+Pathos
Cooperation with Suppliers...Employee Growth and Participation Processes Effectiveness
and Data-Driven Management...Continuous Improvement
and Creativity…Leadership and Goal 
Coherence (www.kalder.org.tr)
and to a lesser degree, by the rational and normative themes inherent within the
source rhetoric of TQM, such as individual growth, efficiency, profitability, and
overall effectiveness.
These themes can inform us about the rhetorical strategies employed in the
text segments (i.e. certain themes are associated with certain rhetorical strate-
gies). For instance, the theme global competition is associated with pathos
rhetoric since it appeals to emotions of fear of being destroyed by global com-
petition, and failing to adapt to a ‘natural’ global change. Furthermore, the
theme individual growth and peace, and the ‘normative’ side of organizational
effectiveness (i.e. employee growth and participation, leadership, and goal
coherence) are associated with pathos rhetoric due to their appeal to the sense
of individual ‘happiness’ and ‘self-actualization’. On the other hand, themes
such as profitability, efficiency, method, technique, scientific practice and the
‘rational’ part of organizational effectiveness (customer orientation, cooperation
with suppliers, processes and data-driven management, continuous improve-
ment and creativity) are used to appeal to ‘rationality’ (i.e. logos rhetoric). It is
significant to note that these themes have also been embedded in the source
pathos and logos rhetorics of TQM (see Green 2004): a pathos rhetoric appeal-
ing to the fear of being outperformed by Japanese and German companies, and
the sense of self-actualization through employee involvement and empower-
ment on the one hand, a logos rhetoric appealing to productivity, efficiency, and
quality improvement through improving organizational systems and processes
on the other (see Abrahamson 1997; Barley and Kunda 1992; Green 2004;
Hackman and Wageman 1995; Zbaracki 1998). The themes with strong refer-
rences to Kemalist ideology and the historical Turkish sympathy toward Japan
are used in the ethos rhetorical strategies since TQM is legitimated here by rest-
ing on the strong moral legitimacy of the macro-cultural discourses which are
widely understood and broadly accepted in Turkish society. The themes of mod-
ernism and social welfare are also related to the ethos strategy because TQM is
legitimated with universally taken-for-granted narratives of modernism and
social welfare. Thus, following Green (2004), we can say that in order to legit-
imate TQM in the moral sense, the legitimating actors draw largely on the
master ideas in the Turkish and global contexts whereas they employ the source
TQM rhetoric in order to build pragmatic legitimacy.
As for the rhetorical strategies followed in the text segments, the findings show
that the KALDER circle attempted to translate, or legitimate, TQM by depending
largely on ethos appeals connected with macro-cultural discourses in the Turkish
context. Out of 25 text segments studied, 12 (48%) are purely ethos justifications,
and two (8%) purely pathos justifications: none of the text segments is purely
logos. There are also five combinations of ethos and pathos justifications (20%),
two ethos-logos (8%), two pathos-logos (8%), and finally, two ethos-pathos-logos
combinations (8%). It is noteworthy that, except for two pathos-logos combina-
tions, ethos justification appears in all text segments, alone or together with other
rhetorical strategies: out of a total of 38 hits, ethos strategy receives 21 hits (55%),
pathos strategy 11 hits (29%), and logos strategy 6 hits (16%).
KALDER members amply employ nationalistic appeals in the ethos justifi-
cations, sometimes together with other themes such as the Japanese model and
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modernism. The theme of national development, which is frequently accentuated
in the texts (text segments 3, 5 through 12, and 20), can be seen as the articulation
of TQM rhetoric with the discourse of business people historically constituted in
the Turkish context (i.e. to legitimate themselves and their actions by emphasizing
their contributions to state-formulated economic and social development or to the
modernization goals set by Atatürk, the founder (‘beyond all individual and orga-
nizational interests’; text segment 7). In this way, the legitimating actors enhance
the moral legitimacy of TQM by presenting it as the way to realize the national dic-
tum of ‘to reach the level of modern civilization’ (for instance, text segments 7, 8,
and 9), which has been the core master idea of Kemalism in Turkey. By doing so,
they seem to conform not only to the nationalist ideal of Kemalist ideology, but
also to its reformism principle by emphasizing the urgent need for nationwide rev-
olutionary change (text segments 6, 7, and 8). They also build moral legitimacy by
stressing the potential gains from TQM adoption (i.e. positive social and economic
changes) and the current successes of TQM adoption that enhance the image of
Turkey (i.e. national pride at the winning of EFQM prizes—see text segments
6, 8, 12, 13, and 16).
In the ethos rhetoric, ‘Japanese connection’ frequently appears (text seg-
ments 4, 10, 11, and 24). TQM is evaluated as the main factor behind ‘the
Japanese miracle’, and ‘Japan’ is presented as a role model for national and
organizational success through TQM. As is widely known, there has been con-
siderable sympathy (sometimes to the extent of admiration) toward Japan
among Turkish people because of their historical relations, and similarities in
terms of relations with the western world (e.g. having a common enemy,
Russia, at the turn of the 19th century) (see Esenbel and Chiharu 2003).
Therefore, the use of Japan as a role model in TQM rhetoric appeals to the atti-
tudes of Turkish society, and furthers the moral legitimacy of TQM. On the
other hand, the ethos rhetoric is also coupled with the meta-narrative of mod-
ernism. In the texts (for instance, text segments 9, 14, and 15) TQM is pre-
sented as ‘the modern’ management philosophy. Given the worldwide
normative, even ‘taken-for-granted’, attachment to modernity (Meyer and
Rowan 1977), this theme is expected to increase the moral legitimacy of TQM.
Furthermore, taking into account the fact that the Kemalist project has been
known as ‘a typical modernization project’, this theme is also said to be con-
gruent with the macro-cultural discourse.
In the ethos justification, TQM is also legitimized by emphasizing its congru-
ence to the cultural and religious characteristics of Turkish society (see text seg-
ments 16 through 19). In so doing, the texts claim that TQM is congruent with the
historical collective decision-making mechanisms, egalitarian culture, value given
to customer, and family structure of Turkish society. Beyond that, TQM is also pre-
sented as a method for improving the health of family life when implemented at
home (text segment 18). The actors also legitimate TQM by referring to its fit with
Islam, the dominant religion in Turkey (text segment 19). They creatively find con-
gruence between continuous improvement (kaizen) and Islam by referring to one
of the hadiths of Muhammad the Prophet. The rationale behind the ‘cultural fit’
theme seems to legitimate TQM in the moral sense by indicating its consistency
with socially accepted norms, and with routines in the Turkish context. Moreover,
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emphasizing TQM’s congruence with Turkish culture implies its fit with the
nationalist principle of Kemalism, which is sensitive to preserving Turkish culture
and identity. Finally, based on the social welfare theme, TQM is legitimated by
arguing that it enhances participation and democracy at societal level (text segment
20). Furthermore, it is claimed that it will improve social welfare by maximizing
the interests of different social groups (text segments 21 and 22). These themes
apparently legitimise TQM by depending on socially valued models at societal
level (i.e. a consensual and harmonious social order).
In the pathos justifications, the emotion of fear is appealed to by emphasiz-
ing the threat of global competition. TQM is presented as ‘the natural conse-
quence of globalization’, and ‘the only way for both organizations and nations
to survive in the globalized world system’ (text segments 1, 2, 3, and 4). The
globalized world system is seen in the discourse as a system where nations and
organizations are ‘destructively’ competing with each other and within which
only those who adapt to these conditions can survive. The adoption of TQM is
envisaged as the key strategy for adaptation and survival. Thus, the texts legiti-
mate TQM by describing it as the only alternative: there is ‘no other chance’
(text segment 5). It is argued that globalization threatens both national survival
and organizational survival. In so doing, the texts feed the fear with moral
norms such as ‘defending or saving one’s own country against an external
threat’, that is, a pathos-ethos combination (text segment 3). Thus, TQM adop-
tion is presented as the sole tool for national survival, development, and change
in coping with the difficulties of globalism, which is an inevitable development
(text segments 6 and 14). Furthermore, the pathos rhetoric appeals to the sense
of missing something valuable by claiming, particularly in text segments 2, 3,
and 14, that ‘all successful companies and nations have already adopted TQM’,
implying ‘if you have not yet adopted it, you are risking your chances of sur-
vival’. Finally, the pathos rhetoric also appeals to the emotions of happiness and
self-actualization, particularly in the individual growth and peace theme.
Throughout the text segments 20, 21, 23, and 25, it is claimed that participation
in TQM makes individual employees happier in the sense that they fulfill their
responsibilities ‘instead of waiting for solutions from the leaders’.
Although there does not exist any text segment representing purely logos justi-
fications that attempt to elicit the TQM’s ‘methodical aspect to achieve efficiency
and effectiveness’, we have observed some statements underlying logos justifica-
tions which are scattered throughout various text segments such as 1, 4, 6, 15, 24,
and 25. For instance, TQM is associated with ‘efficiency programs’ in text segment
1, evaluated as ‘a new method of industrial organizing’ in text segment 4, as ‘a sci-
entific practice’ in text segment 6, as ‘a technique related to product and service
quality’ in text segment 15, and as a tool ‘to achieve profitability’ in text segment
24. In text segment 25, the rational components of TQM are also emphasized.
Through these phrases, TQM is presented as a rational means that should be used
to achieve the desired ends such as productivity, quality, profitability, and so on.
These themes, together with employee participation and empowerment, seem to be
borrowed from the source TQM discourse. The principles, main components, and
practices of TQM (Dean and Bowen 1994), and its possible outcomes (quality
improvement, cost reduction, customer and employee satisfaction, and employee
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empowerment) are presented so that TQM is legitimated by its rational and
normative rhetoric (Abrahamson 1997; Hackman and Wageman 1995).
Source and Recipient TQM Discourses
In this section, we compare the Turkish TQM discourse with its US counterpart
in order to illustrate how and to what extent the recipient discourse of a practice
might differ from the source discourse of that practice. We choose the US ver-
sion of TQM as the source discourse because the US has been the main source
of management knowledge including TQM for Turkey since the 1950s (Üsdiken
1996). Our comparison is not exhaustive, and is not based on primary data on
the US context and the associated TQM discourse. Since the US TQM discourse
has already been well articulated (see Abrahamson 1997; Abrahamson and
Fairchild 1999; Barley and Kunda 1992; Cole 1995; Hackman and Wageman
1995; Zbaracki 1998; Academy of Management Review 1994), we draw mainly
on the existing literature for our understanding.
As is shown in Table 2, the Turkish TQM discourse differs from the US dis-
course in several respects. The scope of the US discourse mainly concerns the
effectiveness and health of the organization, as well as its relations with customers
and suppliers, and the well-being of individual members of the organization
(Hackman and Wageman 1997: 310). However, the scope of the reconstructed
version of TQM is ‘whole nation’. As presented in various text segments in Table
1, TQM is reconstructed as a system or philosophy that has to be accomplished
‘in every field’ of society (text segment 5), applied ‘to societal structure’ or ‘soci-
etal systems’ (text segment 8), adopted by ‘every sector of society as lifestyle’
(text segment 18). As such, it is claimed, it enhances ‘societal life quality’ (text
segment 9), improves ‘democracy’ (text segment 20), and ‘social welfare’ (text
segment 22). With these representations, TQM, originally ‘a management
method’ (Anderson et al. 1994), seems to be reconstructed by the legitimating
agencies in Turkey as a system of social order or a political regime which will
bring peace and welfare to the whole society. Thus, the scope of TQM has clearly
expanded from the organizational to the societal level in the recipient discourse.
The problems perceived by the US TQM discourse are low productivity, low
quality standards, and low employee commitment (Barley and Kunda 1992:
380). However, the problems focused on in the reconstruction are economic and
social difficulties at the national level. We know that TQM is also seen as a way
to move ‘out of crisis’ at the national level in the US (Deming 1986) with the
simple reasoning that increased productivity at the organizational level would
solve economic problems at the national level. As seen in the national develop-
ment themes in Table 1, similar reasoning and themes can be found in the recip-
ient discourse. However, what is different in the Turkish reconstruction is that
TQM has also been presented as a system that can be applied directly at macro
level to solve social and economic problems.
The orientation of the source TQM is both production and people in the
sense that it focuses on the productivity of the organization and the well-being
of employees (Abrahamson 1997; Carson et al. 2000). Although the recon-
structed TQM also involves these dimensions, as seen in text segments 1, 4, 6,
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15, 20, 21, 23, 24, and 25, its main emphasis is on ‘the people’ dimension, that
is, the ‘normative’ side of TQM (Abrahamson 1997; Barley and Kunda 1992;
Hackman and Wageman 1995; Zbaracki 1998). As seen in the texts, the alleged
social gains of TQM such as participation, responsive behavior, individual
happiness, democracy, lifestyle, stakeholder collaboration, social peace, and
order are emphasized more than its technical gains.
In the source TQM discourse, there was a moderate blame on management
for the performance problems experienced by US companies in the 1980s
(Barley and Kunda 1992; Carson et al. 2000). However, in the reconstruction,
we have seen almost no mention of ‘the problem’ and those who are responsi-
ble for the problem in Turkish companies. We have just seen, in passing, a
phrase in text segment 10: ‘Turkish industry that has been underdeveloped in
quality systems’. However, this does not give any information about what was
wrong with the existing production, human resources, and procurement
systems in Turkish companies, and who was responsible for the problem. Thus,
in the Turkish reconstruction we can say that the problem is defined not with
respect to companies, but rather to macro systems (backwardness, national
survival), and nobody is blamed. This implies that, in these circumstances,
institutional entrepreneurs may well skip the delegitimation phase of the
institutional change process (Greenwood et al. 2002). This may be due to one
of the paradoxes of ‘embedded agency’ (Greenwood and Suddaby 2006) in the
sense that any reference to organizational problems may mean admission of
the actors’ past incapability to the public, contradicting the high legitimacy
concern of the same actors.
The source TQM discourse places on management the role of leadership to cre-
ate constancy of purpose for improvement of products and services as well as a
system that can produce quality outcomes (Spencer 1994: 447). The recipient
TQM discourse seems to lay on managers a similar role, but going beyond the
organization (i.e. toward the broader social and economic system). As seen in texts





The source (US) TQM The recipient (Turkish) 
Dimension discourse TQM discourse
Scope Organization-wide Nation-wide
Perceived problem Low productivity, low- National backwardness 
quality standards, in social and 
low employee commitment economic domains 
Orientation Production Predominantly  
and people people
The blame on Moderate Absent
management
The role burdened Creating and sustaining Change agent to contribute  
on management an organizational system to the social and economic 
that produces quality outcomes development of the country
The dominant  Basically logos Basically ethos
rhetorical strategy at 
the introduction stage
6, 8, 12, 13, and 16, the actors emphasize their devotion and contributions to
change and development in Turkey. The professional managers producing these
texts not only reconstruct TQM but also construct themselves and their social iden-
tity. This identity, as constructed in the rhetoric, seems to be similar to the social
change agent role that big businesses around TUSIAD have played since the early
1980s.
In its introduction stage in the US during the 1980s, TQM was legitimated
largely by logos appeals, also supported by pathos and ethos justifications.
Considering the founding texts constituting the ingredients of TQM in the US
(Deming 1986; Juran 1989; Ishikawa 1985), we can say that TQM was introduced
as a rational tool to solve the low productivity and quality problem in US compa-
nies through its customer-orientation, supplier-management, continuous improve-
ment, and data-driven management components (Abrahamson 1997; Martin
1995; Spencer 1994). This logos rhetoric was also backed by pathos appeal that
provoked a sense of fear connoted by global competition and the productivity cri-
sis, and by ethos appeal emphasizing nationalistic fervor to overcome the crisis
(Deming 1986). We have also learned from Hackman and Wageman (1995) that,
in addition to its basic logos rhetoric, new pathos rhetoric emerged, emphasizing
a sense of individual growth and self-actualization as the outcome of employee
involvement and empowerment programs.
On the other hand, considering the sample in this study, TQM was introduced
to Turkey for the most part through the ethos rhetoric involving themes varying
from national development to cultural fit. We can say that with these character-
istics, TQM in the recipient discourse becomes a blueprint through which a
group of actors make sense of and interpret their world, explain uncertainties,
find solutions to problems at all levels (individual, organizational, and societal),
and constitute their identity. Due to TQM’s ‘not easily reproducible’ nature, ‘at
least not in ways that remain loyal or similar to their initial form’ (Hasselbladh
and Kallinikos 2000: 711), the different reconstructions of TQM in different
contexts are understandable (see Xu 1999). However, what is interesting in the
Turkish case is that a management method, TQM (Anderson et al. 1994),
becomes not only a blueprint for quality and productivity improvement in orga-
nizations but also a strategy for individual growth as well as social, political,
and economic development at the national level. This seems to be similar to the
case where protagonists follow rhetorical strategies, widening the argument to
broader national and political issues in order to convince audiences of organi-
zational change (Mueller et al. 2004: 88). However, as we will argue in the fol-
lowing section, widening the scope of TQM to the individual, social, political,
and economic levels as in the Turkish case may produce an ambiguous dis-
course that may fail to convince others to adopt TQM, in contrast to the inten-
tions of the legitimating agencies.
Propositions for Cross-national Reconstruction Process
The most striking finding of the study is that the legitimating actors in the Turkish
case have attempted to justify TQM by using largely ethos justifications that are
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oriented to building moral legitimacy. Although this finding can be attributed to
factors specific to the Turkish context, and cannot easily be generalized, it may
provide some insights into the issue at hand. Drawing on Czarniawska and
Joerges (1996), we can say that a foreign text can only be understood in relation
to what the audiences in the recipient context already know. Thus, we think that
in the legitimation of a foreign practice in the recipient context, references to the
cultural norms and values that represent macro-cultural discourses embedded in
that context are inevitable. This implies that when the managerial practice is
imported to another context, its source rhetoric with pathos, logos, and ethos
appeals becomes more ethos-oriented. If the argument that managerial practices
involve inherently a rational progression (logos) rhetoric (Abrahamson 1996) is
true, their transfer to another national context may not make their rhetoric less
logos but more ethos. This resembles the case where a text (for example, an archi-
tectural or a clothing style) imported from another country (usually more devel-
oped) is presented to the recipient context (usually less developed) by referring
not to its functionalities, since they are taken for granted, but to its symbolic and
moral value (e.g. modernization, development, and so on). We think that if the
recipient country takes the source country as a role model for developmental pur-
poses, the legitimating actors, usually the elites identified with the developed
source country (Alvarez 1998), would tend to emphasize the moral value of the
practice they have transferred. This does not mean that the original pathos, logos,
and ethos justifications are not used by legitimating actors in the recipient context:
in the Turkish case they also drew on the source TQM discourse, although to a
lesser degree. Moreover, the source discourse may be used extensively in the
recipient context where the source and recipient countries are similar in terms of
institutional and cultural characteristics (for instance, US and UK), or what is
imported is a ‘hard’ technology rather than a ‘soft’ technology such as manage-
ment knowledge (Alvarez 1998). However, here we focus on the transfer of a
managerial practice (soft technology) from the US to Turkey, countries which
were quite dissimilar in terms of cultural, political, and economic characteristics.
This implies that even the logos type of rhetoric in which managerial practices by
definition embed (Abrahamson 1996) may have to be translated in accordance
with the meaning systems within the recipient country. Thus, the excessive use of
ethos justification might not be totally attributable to the circumstances in the
Turkish context, but to the nature of cross-national translation of managerial prac-
tices. In conclusion, we propose:
Proposition 1: When a managerial practice is imported to another national
context, its recipient rhetoric will involve more ethos justifications than its
source rhetoric.
The ethos flavor of recipient rhetoric may also depend on the characteristics of
the legitimating actors who produce texts about the imported practice.
Building on the suggestion of Phillips et al. (2004), we can say that the actors
who need legitimacy enhancement generate more texts that constitute the
recipient rhetoric. On the other hand, Phillips et al. (2004) also suggest that,
when the legitimating actors are powerful, conform to appropriate genres, and
draw on other texts (e.g. master ideas), their texts are likely to embed in the
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discourse. In fact, these characteristics of agency and texts may be interrelated:
that is, the less powerful actors are more likely to strive for legitimacy
enhancement, conform to the appropriate genre, and draw on macro-cultural
discourses. The rationale behind this suggestion is that the actors who have less
power and legitimacy are more likely to become the champion of the imported
practice in the hope of legitimating themselves through legitimating the prac-
tice. In this legitimation process, they are more likely to draw on the power of
master ideas which largely involve cultural norms and values. Therefore, the
heavy references by corporate managers to the dominant macro-cultural dis-
courses in the Turkish context can be attributed to their enthusiastic efforts, as
an emerging actor, to gain a social group identity independent from their
bosses by enhancing their social legitimacy. Therefore, we suggest:
Proposition 2: Ethos justifications in the recipient rhetoric of the imported
practice are more likely if the legitimating actors themselves strive to enhance
their social legitimacy.
Another factor that may influence the recipient rhetoric is to whom the actors
legitimate the practice — recipients inside the community in which the actors
are also embedded or those outside their community (say the audiences at the
national level). Greenwood et al. (2002) imply that institutional entrepreneurs’
rhetoric may vary according to their intended recipients. For example, they
found that the central professional association within the field of accounting
firms in Canada legitimated institutional change to those within the community
by exploiting the values already embedded in the profession. In their more
recent study on a similar issue, Suddaby and Greenwood (2005) found that 81%
of rhetorical strategies employed by conflicting parties on the emergence of new
organizational form appealed to ‘reason’ (i.e. logos justification). They argued
that this might be expected since the actors were predominantly government
regulators, accountants, and lawyers who would make appeal to reason. Then,
the question becomes what if an institutional change or a practice is to be legit-
imated to the public, rather than to a specific field, which usually contains var-
ious groups with competing values and expectations. We argue that legitimating
actors would tend to justify the practice to the public by producing a rhetoric
that creates as many associations as possible with macro-cultural discourses
common to all the diverse groups. In the Turkish case, we incline to think that
in their attempt to justify adoption of TQM to the public, the TUSIAD and
KALDER circles may have preferred ethos to logos justifications since refer-
ences to macro-cultural discourses taken for granted by most people are more
exciting, provocative (see Czarniawska and Joerges 1996: 32), and understand-
able to the public audience than references to, say, statistical quality control
techniques in TQM. Hence, our proposition is as follows:
Proposition 3: Ethos justifications in the recipient rhetoric of the imported
practice are more likely if the actors promote the practice to the public.
If the propositions above are valid, we argue that the resulting recipient dis-
course will largely contain ethos appeals drawing on macro-cultural discourses.
Such a discourse frequently attributes a quasi-magical status to the imported
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practice as in the case of the TQM discourse in Turkey and quality circles in the
US (Abrahamson and Fairchild 1999). This might be a common case because
the legitimating actors tend to justify the practice to all types of potential recip-
ients having various and sometimes competing expectations and values by
drawing on the macro-cultural discourses appealing to different groups. These
efforts may result in a loose and incoherent discourse in the sense that the prac-
tice may be signified with diverse and sometimes contradictory signifiers. In the
Turkish case, TQM is signified as ‘a system of social order’, ‘a tool for social
and economic development’, ‘a technique for productivity enhancement’, and
‘a lifestyle’. This incoherent discourse may be more apparent where the legiti-
mating actor lacks formal authority and has a loose structure. In the literature,
there has been an emphasis on the role of actors with formal, regulatory or
resource power within itself and/or on the other organizations such as the state,
professional associations, regulatory bodies, and companies (Cole 1989;
Guillén, 1994; Guler et al. 2002; Frenkel 2005). As Greenwood et al. (2002)
suggest, the theorization is relatively easy to construct and coherent where the
legitimating actor has a formal authority, and the range and intensity of schisms
are relatively low in the institutional field. However, as in our case, legitimating
actors with no formal authority and hierarchical formal structure such as NGOs
may produce rather incoherent texts to legitimate managerial practice. In these
advocacy organizations, membership regulations are often loose, and participa-
tion is on a voluntary basis (Galvin 2002), which may lead their members to feel
relatively free in using different justifications to legitimate the practice to the
public. Such a relatively loose membership and participation structure may result
in a discourse that has incoherent and sometimes competing justifications. In
conclusion, we propose:
Proposition 4: The recipient discourse of an imported practice will be less
coherent when legitimating actors have less formal authority and loose struc-
ture and/or promote the practice to a wider spectrum of recipients with diverse
expectations and values (e.g. to the public).
Conclusions and Final Remarks
Examining the reconstruction of TQM in Turkey, we have found that the legiti-
mating agencies attempted to legitimate TQM usually in the normative sense by
producing ethos justifications emphasizing TQM’s congruence with the macro-
cultural discourses. To a lesser degree, they also justified TQM in the pragmatic
sense by drawing on emotional (pathos) and logical (logos) appeals inherent in
the source TQM discourse. As a result, they reconstructed TQM as a recipe
embracing all solutions to the problems at societal, organizational, and individual
levels. Drawing on the implications of the case, we propose that: (1) when a man-
agerial practice is imported to another national context, its reconstruction
inevitably involves ethos justifications more than its source discourse; (2) ethos
justifications are more likely if actors promoting the practice also strive to
enhance their social legitimacy; (3) and more likely if actors promote the practice
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to the public, rather than to their field; and (4) the recipient discourse of the
imported practice will be less coherent when the legitimating actors have less
formal authority and loose structure and/or they promote the practice to the
public.
It might be interesting to note that there are considerable similarities between
the rhetorical strategies found in this study and those in Suddaby and Greenwood
(2005). For instance, the rhetorical strategies presenting TQM as ‘natural conse-
quences of globalization’, ‘the only alternative’, and ‘the only way to survive’ are
echoed in Suddaby and Greenwood’s rhetorical category termed ‘cosmological’,
which refers to statements that ‘present change as a “natural” consequence, part
of orderly evolution of universal laws’ (Suddaby and Greenwood 2005: 46). On
the other hand, references to the Kemalist ideology, the Japanese model, mod-
ernism, and cultural and religious characteristics of Turkish society seem to over-
lap with Suddaby and Greenwood’s ‘historical’ and ‘value-based’ categories.
Additionally, the statements referring to ‘urgent need for radical and nationwide
change’, ‘national quality movement’ and ‘quality revolution’ are echoed in
‘teleological’ rhetoric, suggesting the instrumental change generated according
to a grand plan of human design (Suddaby and Greenwood 2005: 46). These
similarities imply, apart from validation of findings, that the actors in different
contexts may follow rhetorical strategies similar in kind to legitimize institutional
change, regardless of what is legitimized — a managerial practice transferred
from abroad or a new organizational form emerging from within a national orga-
nizational field. However, due to differences stated in the propositions above, they
may emphasize these rhetorical strategies to different degrees: for instance, ethos
justifications may be emphasized more in the legitimation of an imported practice
whereas logos justifications may be emphasized more in the legitimation of an
original practice.
The propositions developed in this study may have significant implications
for the institutionalization of imported practices in recipient contexts. As we
mentioned earlier, Phillips et al. (2004) suggest that a discourse is more likely
to produce institutions if it is more coherent and structured, supported by
broader discourses, and not highly contested by competing discourses.
However, we suspect that in cross-national reconstruction, the ethos-oriented
discourse might be coherent, and produce an institution, even if it is supported
by broader discourses and not challenged by competing discourses. This is
because there is an inherent tendency in the translation process that generates
largely ethos-oriented rhetoric that, in turn, embeds in an incoherent and quasi-
magical discourse for the imported practice. Such a discourse may produce an
initial diffusion among the recipients due to its moral legitimation flavor; nev-
ertheless, this hype may also produce disappointments on the side of adopters
whose high expectations from the practice provoked by the ethos-rhetoric are
not satisfied with the real application of the practice. As Abrahamson and
Fairchild (1999) found, these experiences may also produce critical texts that
slow down the further diffusion of the practice. On the other hand, as the mean-
ing of the practice becomes more diffuse, the potential adopters approach it
more skeptically, and its legitimacy deteriorates (Zbaracki 1998). Thus, based
on Green (2004), Abrahamson and Fairchild (1999), and Zbaracki (1998), we
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can say that throughout its life cycle, the source discourse of a managerial
practice may involve a rhetorical sequence of pathos, logos, and ethos, and
finally, counter-rhetoric. On the other hand, a managerial practice is usually
transferred to the recipient country when it has acquired ethos rhetoric in its
source context. This means that in its re-embedding (or re-institutionalization)
process in the recipient context, the practice’s ethos rhetoric, which has already
dominated the source discourse, is further strengthened by factors due to the
nature of cross-national reconstruction of a managerial practice. This, in turn,
implies that the ethos rhetoric that emerges as the dominant rhetoric of the
practice after a relatively long period of diffusion within the source country
becomes the introduction rhetoric of that practice in the recipient context. If
such an ethos-oriented rhetoric paradoxically produces skepticism about the
practice that slows down its further diffusion, then we can expect that the
reconstruction of the imported practice in the recipient context is more likely
to produce fashions rather than institutions. Because of the ethos-oriented,
incoherent, and loosely structured recipient discourse, the transferred practice
may dissipate quickly after a period of hype, such as a management fashion.
The propositions and implications of this study could be elaborated by
future studies comparing the reconstruction processes of institutionalized
and not institutionalized (or ‘fashionized’) practices in the same recipient
country, and those of the same practice in different recipient countries. For
a within-country comparison for Turkey, TQM can be compared with hold-
ing structure, which was transferred in the early 1960s, not promoted pub-
licly by a specific agent in contrast to the case of TQM, and has been
institutionalized gradually and extensively among big business groups largely by
mimetic isomorphism mechanisms (Buğra 1994). Another within-country study
could focus on the comparison of different discourses produced by different
actor groups at the same or different levels in the recipient context in order
to understand relative influences of the source discourse, macro-cultural
discourses, and actors’ legitimacy, authority structure, and audiences they
appeal to. It is one of the limitations of the present study that we have
focused only on the dominant TQM discourse produced by an elite group at
the national level in Turkey. There have also been different TQM recon-
structions, although less influential at the national level, by for example,
labor unions, workers, and managers at local firms (Y¸ld¸r¸m 1999). For the
between-country comparison, the countries that have different contextual
characteristics in terms of legitimating actors and macro-cultural discourses
could be selected to compare the influences of these contextual and agential
factors on the recipient rhetoric and discourse. For instance, it is one of the
limitations of this study that we did not empirically examine the US context
and source TQM discourse by collecting and analyzing primary data. Thus,
such a recipient-source country comparison study would show us the extent
to which various actors different in terms of formal authority, structure, and
legitimacy (e.g. governmental agency and NGO) follow different rhetorical
strategies that embed in different discourses. This will be a good test of the
generalizability of the propositions developed in this study.
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